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Sbuth-Western City Schools as a district and Highland Park

Elementary.Schopl have been overall judged 'successful by,a variety,
ef.

'of means. There exists, however, great differences of opinion

regarding why this is true. If you believe that the individual

who occupies the superintendent's office is the main determinant
_

in the ouality.Of schools, then you would cite our superintendent,

Martin Stahl. Similarly you would congratulate principals, teachers,

school board members or the community at large, if it is your belief

that these specific categories of people are responsible for success.

Some pers,ons prefer to promote particular programbor methodology as

,panacea for achieving our educational aims. I am not going to tell

you that by utilizing management=by-objectives, all your problems

swill, evaporate or even necessarily lessen. Such an approach I would

compare to those television commercials where the message is that a

certain brand of toothpaste or deodorant will increase your sex life.

You can, have white teeth or dry underarms that smell like you just

walked out of a pine forest and still not get the girl Or 'guy, as

the case may be. You need more than one asset to be successful. MBO

or any other method cannot,be the only asset in your arsenal,.if you want

a successful school, system.

Last year I gave a similar presentation at the National Association

of Elementary School principals' Conference in Minneapolis. One of

their biggesf concernswas that superintendents had attempted or were

attempting to implement management-by-objectivesor some other program
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by administrative fiat labeling it a "...means to solve all of our

a
probldhs." Whether or not their perceptions were accurate makes

little difference, because until their perceptions change, these-,

principals will behave according to their version of the truth.

The reason for the, inclusion of my opening remarks is to put

management-byvbjectives in the proper perspeadve. In short, an

administrator cannot in the strictest sense blame his failures or
4

credit his success to one aspect of the'organization, be it

manyent-by-objectives, his own leadership ability, or whatever.

The U.S. Commissioner of Educator, Terrell Bell in a recent

interview echoing the sentiments of many persons, both, inside and

outside education, said that, "We need-management skills that have

grown and emerged outside the realm of education. Management

recently has been more progressive, more dynamic and certainly

more results oriented'in other'sectors of our society than it has

been in educatic.1" Whatever-pnets personal opinions are regarding

the validity of this or similar pronouncements, administh'ators

should take heed'of the message behind such words. Put very

'succinctly, educators are not presently getting the jotc done. In

.induStry and business, management (used'in the broadest seise of

the tem) is praised for success or blamed for fai rie to "get

the,tob done." Consequently, educational a.dministrtors Have been
IL

examining the corporate model for clues as to how / -66 obtain better

.
results. What they have discovered is that Big linessgenerally

.

'aPproaches,th management of its organizations a systematic fashion.

0
4
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The cry for accountability in'our school prortame is partially.

responsible for the hastening importation of systems approaches

such as-MBO, PFBS, PERT, DEPS,letc.*

Upon asking a bright fourth grader what-she tfl5ught aceountabi4ty

was, she told me that she thought it would be the ability to count,

which is just about what4it is MaAgement-By-Objectives or Planning-

Programming-Budgeting-Systems are means for developing within our

schools the capacity for keeping score on our results. The score can

be tomMunicated to 'others, used for self74.Ppraisal,' or both, depending
. . -

IP

upon the organizatidn's'purpose in utilizing such a model.

.MBO is the acronym for Management-By-Objectives. 'It could just'

as easily be called Management Objectives, but then MO has no semantic

impact. The term management 'ay seem antithetical to educators, but

MBO was initiated as a business industry technique to increase effect-

iveness. The important letters .are the B and the 0' for the main idea'

is by objectives, however, BO is too easy a targetifor punsters and
e

critics. Can you picture, a superintendent telling his staff that

they needed to.improvee their BO or telling his school board that his
.. .

, .

BO was increasing? Actually, programming by objectives would be a

more accurate phrase than MBO, aa-thoUgh it makes little difference if.

we agree upon the meaning: \

...

Perhaps the best definitflPffEor M agement-By-Objectives has

been given by George Odiorne, who states that MBO is:..
.

*These formations of ca4tal letters cOme directly.fror business
and industry as they haire their -own, Alphabet Soup Freaks mho'. .

like to play the Letter
r

A

11/11.



A process whereby the superior and subordinate managers
of an enterpriSe jointly, identify its common goals,
define each individuals major areas of responsibility
in terms of the results expected of him, and use these /-'" . _

. 1

measures as4guideS for dOratipErthe unit and assessing
1 the contribution Of each 'ffI-is'Inembers.* _
1

1

rAs educators, We would pi'obablylwish7to include other staff in

this MBO procedure than,simply."maifagers".

1 '

d

;The-specific purposeS, goals, procedures, forms, language; etc.
4

4for RBO need to be determined at the implementation level.. The

effectiveness of 'implementing kanagement-by-objectives .in yaur.

district will be greatly eTfn ced if you and ycur'staff generate,

the fOrmat, ratber than attempting to copy someone else's-model.) ,

is\imPortant, however, that, the essential elements as given in

the definition are incorporated.

As .Odiorne indicated MBO:

(1) is a process - not a product,.

(0 is a joint decision-making pocess.,

(3) 'dentifies,the'organization,/s common

-(4) efines each individual's responsibility and expected-iesul s,

(5) u. es measurements for guiding the organization and. .
.

(6) a etses the contributions of each member.
f

' Some sconceptions typically exiAi.concerning PPBS and MBO,

which shoul be 'clarified before progressing any further. PPBS is

an acronym r'Program-P/ahning-Budgeting System: Both PPBS and EBOI.

begin with d emphasize measurable objectives. PPBS holds prominent

the financial aspectsof management which are not critical for .

*Odiorne,,Georg
Corporation, 19

1hMaria enent By Objectives. (New York: Pitman Publishing

;L-
..

4

O

,
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utilization of MBO. Management directed toward:defined outcomes are

employed in both systems. MBO facilitates the effectiveness of PPBS

and consequently is often labeled as a sub.§et of PPBS. These two

systems can be implemented together -Co promote a more productive and

accountable school system. 'Of course, another similarity between MBO

and PPBS is that critics often capitalize on the last- two letters in

both systems to make derogatory\puns.;

Total'accountability within-a'schOai 'system cannot be achieVe-d-
.

by merely aan6uncing that PPBS or MBO will be implemented next year.

Such an adininistrative fit leads only to.a rearranged budget or new

terminoldu not accountability or improved instruction. The exper-

ience of South-Western City Schools - OhT5T-Smninth largest district

with over 18,000 students in 26 schools - would indicatethat at least
. /

five yeafs are necessary.' A logical first step would be Management=l3y-
.

The vernacular of industrial management has included Management-By-

Objectives for nearly twenty years after being first popularized by Peter

Drucker. For th last ten years the growth and refinement of this con-

ept, as well as systems theory,

and industrial 'establishments.

.become commonplace in many business
r;

se4uentIy school persolnelneed,not

start from scratch in utiliing this technia e for upgradirig their school

4

systems. ,Educational administrators should 4crutinize and convert (not
%

simply copy) available methodology from fell institutions.

A caution shiauld, however, be given not a' demand more'from such
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procedures than they are capable of providing. Many tiMes'educators

have borrowed management tools from business and industry and made them

more rigid than they were ever intended be.:Often,su6h differences

-

as terminology gets the educator in.trouble. In some industrial' manage-

.1Ti6rit circles Opjective'rei)xesents'what most educators would label a

goal, with their goals being-'equivalent to our objectives. It is easy to

see how over zealous implementation without inspection could lead, to

probleMs.

Prior to undertaking MBO one should determine his purpose for

engaging in such a strategy., 'Educators are continually expressing

disillusionment with highly touted new organizational and instructional

straAegies, when efforts at implementation
t

f-ail to produce desired re-,

sults. More often thdn not, the subsequent applicatiOri-cethe new

approach failed to replicate its former essence due to faulty compre-

hension by the aaptors of underlining assumptions. Management-By-

Objectives may suffer from the same ailment Tditil slightly different

results depending upon the user's assumptions' about human nature.

Some educational leaders make decisions or behave in such a

manner that demonstrates they believe subordinates need to be directed,

controlled, manipulated or coerced. Management-By-Objectives in their

hands is simply an efficient-tactic for getting their way. Other.-'

administrators or supervisors concerned with the self-aCtualilation of

fellow educators employ the potentiality of MBO for, developing self-

control and for integrating the goals of all iQdividualswith organi/a-

tional goals. A person's philosophy and attitude toward work,

t,

8

as well
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as beliefs regarding the value oS the average human being, determines,

,whether or not.MBO is utilized to utmost benefit.

-The emphasisthe author places on Management-By-Objectives at

Highland Park Elementai.y School involves the fostering of an atmosphere

in which each individual first believes in himself and his ability'to

control his own destiny; secondly, improves his competence through

self-analysis andself-direction;,and third internalizes the entire

process without external pressre. Someone else might approach their

staff, entirely different. In this piper no attempt will be made to

moralize about which is right..

According to- the AASA ,publication Management By Objectives and

Results* the benefits of -MBO are:

1. "MBO from the top management perspective is a directs attempt

to buildAnto management systems an unremitting attention td

purpose ...m

2. "MBO attacks directly the gap of expectations and-directly

defines 'success' in specific output terms."

3. "MBO should improve overall organization performance and

increase the level of participation."

4. "MBO should achieve...individual-improvement and growth.".
. ,

. ..
,,

I

. Peter Drucker has indicated that "The greatest advan ge,to

management by objectives is perhaps -ghat it makes'it possi fe for a

Manager to control his own performance."
/

".;

*Management By Objectives 10 Results (Arlington, Virginia: American.
Association of School Administrators, 1973), p. 70 and 72
**Druker, Peter. Management New York: Harper & Row'Publishert, 1971,),
p. 439

9
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.i
One school district which has been a leader in the successful

. f

f' e .

implementation of a systematic approach is South-Western City School

District in a suburban distriet'near Columbus, Ohio. The district

was orgahized January 1, 1956 as a result of the consolidation of

six school systems and ever since has progressed toward more sophisti-

cated m4nagement.
41

In 1961 a Commi4ee of One Hundred, bolstered by sub-committees-

of additional comtunity residents, devel4ed'a comprehLsive philosophy

for the South-Western City, School District. Many people provided an

imput as to what they believed to be true about education. These

beliefs were fused together to form a district philosophy. This

philosophy is very general in nature, which prohibits its use as a

. yardstick for the measurement of program success.
4

In 1968 someone read the philosophy and questioned the extent to

whic the educational*

evaluation was undertak

rogram truly reflected the philosophy. A formal

Quite a discrepanCy was discovered.between

the philosophy, what the aims were, and actual achievements. It was

found that change was needed if the district was to practice its

philosophy. A plan was_ written to bring about that change. .Goals,were

'established consistent with the phildiSephy. That plan and those goals

evolyed into the- publication,
,
Initiate Action..The contents inclu*ded

general goal statements, curriculum

An staff receiAgele copy d disdussed the ideas pres

concerns and some learning principles.

service.

..0.01,.(

d through in-

;;Stahl', Martin., Initiate Action: A Guide for Curriculum'DevelOpment
(Grave City, Onio South-Western City Schools, 1969)

1.0
. , .
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Three years later another step was needed, due to the fulfillment

of most of the district's plan. "A total ,gamet of new goals'and more_

specific objectives designed to accompliSh the gals were incorporated

in another publication entitled, Initiating Action.* Seven-major

district goals were created with twenty-seven district objectives.

,
The major goals follow:

e

(1) Provide An Individualized Curriculum for g,,ach Child
t

-(2) Prov.#1Qua1ity Instruction for EaOh Child ,

(3) Provide Leadership to Bring about the Implementation'of

(14)

Dis trict Goals

.

41 >,

Establish and Maintain Effective Two-Way Communication with

the Public

(5) Provide Appropriate Personnel, Facilities, Equipment and

Materials for Each Child .

(6) Establish a Planning, Programming budgeting,** System

, (7) Provide an Evaluation Program to Maintain and Improve the

Quality gf the Educational Program.*

. 'Again all staff, members received a Copy and orientation regarding

the material in Initiating Action. Individually WI staff member at

Highland Park was asked'for their interpretation of major aspects of

the booklet.1 ti

.- -

*RudOer, James friitating Action: The P1 for Curriculum Development
Grove City, Ohio: South-Western City'Schools, 1972), ,
N....

. . . .
.

**In South=Wedtern City Schools the-budgetary aspect6 of PPbS are deemphasized,
therefdre, the "b" is not capitalized in.districtpuqications'to-reiterate
this point. 0 ,,

,

***IBID, 'page 5
...

i. 1

r
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Concurrent with Initiating Action, each South-Western stool began. -

developing building goals and/objectives which related to the district

goals and objectives. Since every school had differing needs, the
,.

objectives weyneYally not `the same, alth6 gh they were =related

towarde same district,objectives. Presently, not 'all of the district
0

.objectives are utilized by'each school. Some pf the district goals or
,

.

objectives,ussed since 1.972 are noglonger appropriate, du te to t e fact

that-they have been accomplished.

"tn the spring of the 1972-73 school year the staff at Highland Park.

began.writhg personal goals and objectives for 'certificated staff. Each

teacher wrote ont goad- with'objegtives,in each of these four categories:

(1) Classroom InstruttiQn,

.(2) Interpersonal Relationships with Pupils,

'

(3) Interpersonal Relationships with Parents and Community and
-

, (LI) PrAfesdional Participation.

,The intent was to develop mutually acceptable objectivek? however,
,

it was made

.

Clear to all staff that if the principal and 'teacher could

Mat reach a doncensus, the principal's opinion would over-rule their

ideas. They under'stood that if such disagreements_ arose the principal

would "win", because that is just liow the game is playa, Thus, we

"were able t6 avoid having low7risk goals that,woufbe ea sily achieved,

but relatively meaninglesd.

The process was begun with a tePies of group meetings followed by

individual conferences with the principal and the staff. development

teacher. To encourage acceptancei these" interviews were made v 4 14 '

I
12.

.



z

1

V

Page 1'1

C

44

.
.

C

low-key and nonthreatening. We,began by simply discussing ,the teacher's

overall cl ssroom operation and each'of the four goal areas. Both '

strengths d weaknesses were anlayzed: Goals and objectives were

I

written eitherta correct serious weaknesses or on matters which could

"be termed possible "gr6wing/pdg4." To further enhance the initial
x

, ' . k:.,%
.

implementation,either thetAtAff development teacher or thq principal

actually .did the physical task of,ttanscr
r

i

Generally A@Vehty-five to eighty percent of the fina oduct-was
'

41'"

direclly related to'imput from the st'af'f devellopment teacher or, theN

the thoughts on paper.

"prdncipal.' Three years later the teachers proV4te probably ninety
4.

.percent,of 'their goals and objectives without outside imput. We have

progressed to thQ point'where-praqically all of 'the staff are_self=

actualiling,at:ieast. in this. espedt)f.'
,

.
ring,t,*00411 of May, f971,.ttle'district began formalized.in-

.

-., 'serViceN.,6c-adthani1'..strators iregarding PPBS Planning Budgeting
.

j

SxS.tem). Oneo the high school mathematics departments becathe the
!

/program developed around the PPBS model.' Highland Pdrk staff

i'ling data'in the last six weeks of'school. All available
.. ,

. --
49 ;''

1:140d ;WO weeks' in the summer without pay to finfsh the PPBS ,""'

. ,

)
OUMpIit., It was 175 pages. last4y#ar's4rodUct was 425.0)ages, while

this year's streamlined manuscript numbered 225 pages. Next year we
.

cari,probably say everything necessary in less than one hundred-pages.

'The eritire building's academic operation was developed into

.4
PPBS. Highland Park Was the first-sChOol in the district to thus use

. .

PPBS school. "cte.. One interesting- sidelight that Highland
--fr

`

.
130.

A.
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sa e 'the district sixteen hundred dollars, while providing belt pr

-educational opportunities for children. Several major changes were

achieved in staiTing and the ordering of materials. The staff was

as surprised as anyone when we totaled the cost of all items-to-

fipd-S2,/100 less in-expenditures than the previous year. We then

included eight hundred dollars of our lower priority items, such

as a new typewriter for the secretary.

The local teachers' association and a committee of administrators

labored for approximately a year drafting a set of guidelines which

evolved into a pamphlet entitled "A Program of Staff Development and

Evaluation".*The fall of 1973 saw its introduction to district

personnel. The concept ofpersonal goals and objectives with specified
.

--7

dead ines.Ar completion of the various stages was identified. Role

responsibilities were clarified as Well as procedures' fOr staff improve-
,

ment anfi, means for diSmibsal:

Also, in the fall of the 1973-74 school year at Highland Park the

author initiated the utilization of Management-By-Objectives with all

assified persoriel. For, each individ* we prepared goals and
-

ctives4Obr three areas:
\.. e' ,

1)My Position as Custodian, Cook, etc.

, (2 Relations with Students
e .

(3) lations'with Staff
...

.N.

In
,
addi-eion,'some persons had another area, that of RelAtioris with.Parents.

...

Management- By- ObjeCtives has proven as beneficial with the,classified

staff as With tt-i

I

certificated personnel, althOugh th objectives are.

\144.41,

;Bostick, Darrel, A Program for Staff Development and: Evaluation
,;(Grove City,.Ohio:, South-Western City SChools) 1973

. .



° "A 4.,

often'mcre 7eneral.

Page 13

For the last two years all full or part-time staff either

certificated or classified have operated using Management-By-Objectives.

Highland Park is the only school with all employees having goals and

objectives.

One aid in i'Mplementingthis complete procedure has been the fact

that it was he'fer labeled as Management-By-Objectives or MBO. The

author is thoroughly corwi nced that our implementation of PPBS would

have been smoOther if it'had also been left unnamed. ,-"A strong recom-

mendation for anyone considering MBO would be ndtto label it'such

until after it has been completely implemented.

When announcing a new educational venture, people line up fox

ansi againt the propoSal and'the debate is off and running. The

project is assessed, usually, by critics long before it has had a chance

, to'mature. Proponents begin spending more time building defenses than

_improving the innovation and making it workable. In a surprisingly sh6rt

time the change that was hailed as capable of solving old probleMs has
44.:7

become a problem itself. The promising innovation may become watered

doWn, dropped or subject to a backlash.

. From the literature and the author's.experience in.South-Western,

SChools'and as a consultant for several districts around the country,
.

he has discovered several potential problems persons may encounter in ,

4.
A using Management-By-Objectives. A prudent administratO;.vill tAke,heed .

to avoid the difficulties listed below. Some Of the areas,,overlap which

complicates their identification, as well as the effort needed for

resolution.
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en ial Problem Areas When Implementin MBO

(1) Initial acceptance by the staff,

(2) preliminary implementation,

(3) insufficientresources for inservice,

(h) top management not being involved,

(5) the individuals affected by the system are not allowed to

participate fully in strategies of implemiptation and

`decision making,

,(6) individuals not exchanging infornAtion,

(7) subordinates being evaluated after MBO-on personalities rather
4

(8)

(9)

than result40

individuals ncf,t being encouraged-to develop self-control or

self-appraisal skills,

superiors being more weakness and blame-oriented than resultS-

. oriented,

setting unrealistic goals,.

setting goals too high or too low,

(12) insufficient staff motivation and poor morale,
/7

(13) failure to monitor plans,

(14)

'(15)

(16) creative goals stifled due to lack of objective evaluation

failure to even follow the plan,

setting too many goals,.*

,

procedure (a subjective evaluation is better than none),

1.6 - 4 n.
04
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,,(17) Over-emphasison evaluation. (You-also have to decide

you- can or desire. to allocate the necessary resources-Xor

proper evaluation),

(18)' lack of a humanistic approach making ifB0 overly mechanical,

(19),too complex objectives, .

4

(20) o shore, too long or inappropriate time period for achievin
I

the\ desired. ou'tcome(s),
4t.

lfi

(21) having overlapping responsibilities,
,

, -'11 -,
,

..,'

(22) lack f policy or,MiSsion,statements from- top management,
t

(23) supeti s accepting poorgoals and objectives from subordinates,

(2L) failure o introduce new ideas from outside the organization,

(25) inflexibi Sty .in abandoning unfeasible or irran evant objebtives,
.

1(26) fUzzy behaviorand/or poor investigation: When objectives Are

not acNieyed,

(27) setting arbitrary standards

(28) high staff turnover, and

)-
(29) unanticipated events or conditions which have

of performance, such as

the

completely changed

There are several additional errors often overlooI ed that are. worthy

Aff ' .
1

of illustration.

(30)-EMphasis on psydo-sophosicated models, seManti s and terminology,

and paper work and records.

Reddin*in his book; EffectI'Ve Management By Objectives has said, "The

effectiVeness of MBO implementations is inversely propo tional to the

paperWork produced."*

/7.
S

/ Mleddin, W.J. Effective Management *Objectives (New York: McGraw-Hiil
Book CO., 1971), p, 168

17
o f-

-
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Richard Osgood of GTE Sylvania, a manufacturing company doing

$850 milliori'in annual sales, now tells the story of eliminating the

"annual.exercise of filling five foot book shelves with reports of

objectives and corresponding documentation.* The author has seen

school districts with total budgets Under five million dollars

generating just as much paperwork.

(31) Having person splay "Let's B9at the System."

iThis problem Will be*illustrated rith an example outside the

realm of education although analogous )situatiOns can be -cited in ,theme

- field Of eduCation.

'4 I

.1

--The Russians,_ -though they lag behind Western
management technology inevery respect, have
pioneered-in this subtle art. The only yard-
stick of a Soviety Executive's performance is
whether or not he makes his plan. So, not being
a complete idiot, he spends most of-his igenuity
on getting an easy plan. One communist executive
whose screw factory's outlet plan was set by.weight,
switched, clever lad, to making,heavier screws.**

,

(32) Personnel, particularly top adMilistrators, becoming oVer-

aWedby massive amounts of objective data amplified in importanceby.
,

0

f
quant ication and/ r made sacred by having been run throughna computer.

/
.

Tfie e ex e of this error is Undoubtedly the biggeSt albatros

this country carries around its neck in' dealing in foreignaffairs.;Of---

,course, this would be the Vietnam War. The major decisions o egarding

this military action were made within the framework of the PPBS model
a).

k a

. 4 1

t

.
4 -

*Osgood, adhaxd. "Strategic Profit Planning",.How to Improve Profitability
Through More Effective Planning) Thomas'Dudick, ed. New York: John Wiley
& Sons, 1975), p. 106

**Heller) Robert. The Great-Executive Dream. (New York: The,DellBublishing
Company, 1972), p. 212,

18
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ti

developed by Robert McNamara at Ford and further refined-at the Defense

Department. The mountains'of outcome data indicated a totally different

picture'of the war than eye witness or videotapAccounts were describing.

Milita5y officers themselves disagreed with the data; but they were not

permitted to contradict the cuantified-objettive-compilterized data

accotplished through the niracles of PPBS.

(33),Not keeping the,power of business maKagement systems in,

'perspective. Robert Heller in The Great Executive Dream wrote that,

"The last few years have seen errors of planning and missing of objectives

on a macabre scale."*

If the reader has doubts concerning Heeler's statement, the classified

ads be16W from recent issues of Saturday Review serve as humorous evidence.

COMPUTER,ERROR has' resulted in 17,000 tuning forks that vibrate at
frequencies inaudible to the human ear. What am I offered?** -

A COMPUTER ERROR has.resulted'in 285,624 Idaho 1976 license plates;
numbers reversed,: idealas conversation piece, rivet. Bids to
Idaho Board- of Corrections.***

'UNFORTUNATE,COMPPIhR ERROR HAS RESULTED in 16,000 dozen Chinese
fortune-cookies being stuffed with strips containing air raid
emergency instructions. Bids welcomeHr

Steps ,Leading to Successful Use of MBO

For someone (hopefully, the top administrator}' who would like to
4

P

improve his/her school system and who'sthi4s management -by-objectives

might be a feasible tool in this regard, therfollowing steps are suggested:'

*Heller, Robert. The Great Executive Dream (New York: The Dill Publishing
Co.), 1972, p. 208 ,

**Classified AdS. Saturday Review (Saturday Review/World,,Inc., 488 Madison
Avenue, New York, N.Y.) January 10, 1976, p.68 ,

***Classified Ads. Saturday Review (Saturday ReviewAiorla, Inc., IM
'

Madison'Avenue, NeW York, N.Y.), April 17, 1976i-p.59
*-r,**Classified'Ads. Saturday Review (Saturday Review/(+Jo/-1d, Inc., ad Madisbn
,Avenue, 40w York, N.Y.) November 29; 1975,.p.60

19



(1) Find out tore about it.

.page 1,8 .

(2) Let everyone in dour system4know that7you think thp district

shoulilbe better\orgahized, use more- plannink and improve the

evaluation of%
si

'e,st4ts. - 'r
v;-, ;-

1 .

(3) Hold conf.erefias with your major subordinate administrators to
il; , k .

discuss, hat they do'.

(4) Request these same adtinistratorg to list all of their functions

(9)

and group them in major:categories with you.

Issue a mission statement about your-geperal concerns for the

district.

Develop and issue your 'own goals and objectives.

Jointly develop goals and objectives with your administrators.

Suggest your,a8ministrators follow the same procedure with their.

subordinates,:

At some poipt'after Step two, depending upon your level'of

acceptarle, introduc"e the term management7by-objeatives'and

obtain inservice assistance through visitations, workshops,

consultant etc.

,

ep close tabson the entire process and to make' it

achieve the desired,resultst,e

One. cloSing thought which needs *to be 1kept in ,mind is that the

'ultimate objective is'not quality MBO's, but quality schooling for youngsters.

An improved educational prOgram should .be the goal, rather than a tech4 iAal4

perfect management-bY'Lobjectives system, although the two ideas are not .

necessarily exclusive.

20
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1
a.

I

STAGES-OF HIGHLAND PARK MBO STRATEGY

1. Reviewing distr

2. Assessment of b

ct goals and objectives

ilding needs

3. Begin developing building goals and objectives

L. Reviewing the roles of each person's. position

5. Staff member self-analysis and assessment by principal and staff

deelopment teacher

6. .Development of personal goals anliobjectives

7. Completion of building goals and,Objectives

`s., 'Management process during in lementation of MBO.

9. Appraisal of 'chievement by leacher , staff development teacher

and princip§1

10. Recycling the process.
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APPENDIX-A

USING MANAGEMENT BY OBJECTIVES
TO OBTAIN'RESULTS WITH

CERTIFICATED AND CLASSIFIED STAFF

1976 AASA CONVENTION
MBO SESSION

SATURDAY, FEBRUARY 21 at 2:30 P.M.

PRESENTER:
DR..ARTHUR STELLER, PRINCIPAL

HIGHLAND PARR ELEMENTARY SCHOOL
2525 HOOVER ROAD
GROVE CITY; OHIO 43123
6Th 875-1025 22

DISTRICT;

DR. MARTIN STAHL, SUPERINTENDENT
SOUTH-WESTERN CITY SCHOOLS
465 KINGSTON AVENUE .

QEOVE CITYYOHIO ).3123
61). 875-2318



BUILDING GOALS ilSTEDIN'PRIORITY

HIGHLAND, PARK PRIORITIES FOR #1975 =76

1. VALUE CLARIFICATION
. Pages 1-3

2.
4IMPROVED MULTI-AGE INTERACTION Page

#

3. COMYUNICATION Pages 5,6 .

CURRICULUM PRIORITIES

1.' niENCE Page 7

2. LANGUAGE ARTS Page 8

3. FINE ARTS Page 9

It. SOCIAL STUDIES Page 1-0

5. HEALTH Page 11
1/4

OTHER PRIORITIES .

1. INCREASED UTILIZATION OF OUTSIDE RESOURCES Page 12

2. INSERVICE SESSIONS Page 13

3. PRINCIPAL'S GOALS b
Pages 1/4,16

;

- 23
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SAMPLE PAGE

f.

-1

DISTRICT GOAL II

provide Quality Instruction For Each Child* ,

DISTRICT OBJECTIVE I

t

Page 19,

Each Teacher Shall Work,Torderd PrOviding Warm Orderly School, Experiences

BUILDING GOAL 2

A 197546 building goal at Highland Park is for children to xhibit behavior
which indicates a respect for their own property and the property of Others.

BUILDING OBJECTIVES
(1) Given a variety of experiences in which feelings
playing, BASICS feelings discussions, movies, stories
feelings of characters) there'will be felier unclaimed lost
around the school-as the yeat progresses as judged by the pr

(2) Children will be seen actively picking-up scraps iii the
their own displays, helping others ,to repair displays-and be
fo'r materials as determined by the principal.in conjunction

(3) By the end of the year, the children-will be able to cle
in which they eat lunch, and disMiss themselves with little
the evidence of achieyement being judged by the teachers on
cafeteria in conjunction With the, custodian. (idea: an unwa

re exp
conduc

(4) At the beginning of the school year'a procedure will be
staff fot encouraging clean restroomsthroughout the year. (

1, increasing additional recess timethroughoilt the year for acc
clean restrooms as determined by: restroom/checkers.) Objecti
be determined by cleaner restrooms'as judged by the'night cus

BUILDING GOAL,-3

A 1975-76 building goal at Highland Park is to implement techniques using
the concept of "the self-fulfilling Prophecy."

BUILDING OBJECTIVES

ored role.

ive to exp164ng
nd found i-Oeli6

ncipal.

11, straightening
ng accountable
ith the staff.

-up the area
r no supervision,
uty in.the
ted,food table)

veloped by the
ossible:suggestions:
lated days of

e attainment will
dian.

(1) A display case fir childrents work will be'built and placed
place in the building called the Hall of Fame. The staff will d
specific uses but the overall,use will be to give building-wide-
students who deserve recognition for outstanding work and/or mod,
Objective attainment will be assessed/by the existence of the sh
the displays being changed frequently as judged.by the'principal.

.t

(2) Each teacher will select at least one child in the class that
be working below potential and for having a poor self-concept. T
emphasize positive reinforcement techniques such as praise for go
inappropfiate behavior, writing positive notes both to the child
showing an interest in his ideas, displaying his work in the class
Hall of Fame, and providing external rewards such as helping a teac
children. In' addition'to positive reinforcement, the teachers wil
for the child that is above his/her present level of achievement.

the teachers will meet_ to share the results of this Work with sele
value of this approach will be discussed and subjectively evaluated
this time.

in a conspicuous

termine the
ecognition for
1 behavior.
w case and

.

is judged to
e teacher will
d work, redirecting
d to the parents,
oom and in the
er or other

express expectations
Early in December,

ed children. The
by the staff at
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SAMPLE 'PACE FOrPRINCIPAL's GOALS'

DIS MI CT .&OAL III,

Page 20

Provide Leadership go Bring About Tke Implementation Of District Goals

DISTRICT OBJECTIVE f

Each Principal Will Demonstrate His Leadership Ability By Designing

Experiences in His .Buildifig So Thal, The Goals And Objectives Of The

BU1LDIUG GOAL, .'

The 1975-76 building goal. AlHighland Park related to the district objective is

that the principa'1=will,provi'de educational leadership..."

Ennuis OBJECTIVE(S)
(1) The princ ipal will again .a.tftempt to divide his time as follows:

,,..,.tte.nding meetings, paper-worketc; one - fifth for parAts, visitors, others; and

tilree-fifths for studentstand teachers., A log will )cdasianally be kept to

. evidence.

Educational

District Are Met

one-fifth for

. .
.

.

-(2) Tne principal win-pr videsdfficient assistance leading to the achievement of

.., tnet:nals and objectives df Fodth-Western, Highland Park, everY'staff member and

eliery'student (although all Df these goals and olitc=tives may not be written). aHe

will.also perform those tasks identified in the building or personal goals as being

assigned to the principal. The nature o-this objectiVe is such that its evaluation_

will be informal and subjective, although if tne majority of objectives which -are -

written down for other:,. Highland'PArk personnel are achieved, this'objective will

be accomplished, '
.

. r.

(3) The principal will attemp.E. to keep upaated on that is happening,in each class

by walking through each area and talking with.students and teachers at least three

times per week.. The Principa will.be able to recall the general operation and

specific examplet of each'c'aas Eon a weekly basis) if asked.
r

. ..

(4) The principal ,wdll,be able to refer to at least 25 students in each class by

name by January. _Theyevidenne of this action will be readily apparent to pupils,

teachers, parents and others, and as such will be assessed by their casual

observation.

(5) The principal will assume the position o safety patro coordinator and give

themspecificinitial training, continuous trainipg and ag,sSment, and appropriate'

rewards for their services. The training will;be such that the patrols will be

able to fulfill their. duties without.substahl(tial- miscue. Adult complaints about

tne.patrol will be reduced to fiv4 per year with student complaints numbe'rin less

than one per week; -

. ;

() The principal will work with teachers on curriculum, teaching teckiniques,

establishing aclimate of 'Professionalism and cooperation, creating-a relaxed

* atmosphere2 and getting or giving teachers, the recognition they deserve. The

teaching staff will evaluate this -objecti&% ,- - -
. .

. .

(7) The principal will create an'operl' door atmosphere su-Ch.that. children and

teachers will utilize his office (the.facillty) on a continuing basis for a

"time-out" place, a quiet study area,, a place for,displayinOlork, a place.t0'.

share and get help, ete. Anyone viewing the office should be -able to tell that

'it is usedby children from the mere appearance of the room and the fact that

op any given occasion a nuber.of pupils couldbe found visiting this room.

.
.

0 . .

25%

/ -.
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SAMPLE PAGE FOR-FIRST YEAR TEACHER'S GOADS

CLASSROOM INSTRUCTION

Goal I:
. My goal is to

Objective I:

I will emphaci
having -to lave a de

the end of the day.
ment teacher -in, the

improve classroom Work habits.

,the importance

signated time zset

I will fneet the

Page 21

4

of: cleanup as a continuous process rather thati.

aside ibr':ft other than a final'quickcleanup
satisfaction of the principal 'or staff develop-

Objective II:1
I will emphasize and encou4e good

dis:ussion and sharing times. This will
sp-,raing group 1.-.,:btf,_ngs by the

listening skills.eSpecially during group
.be evident through observation of, quiet,
principal or staff developrientetacher.

'ec.i,ive III:

I will encuunage ctudento,t, follow through with their work and study choices'
that t,hrpughput tne will notice an 'observable progressive improvement in

quality.:f work. ,I wiflachieye this through encouraging students to follow through :

with their work and stliy dices and to make them conscious of prodUcing neat quality
work. This will be evalal0 by the principal and/or staff development teacher.'

Goal II:

My.gcal is. to Le :me more knowl dgeable about the math and readin6-curriculum
areas leading to successful implementation of these subjects in my class.,

4

Objective I:
I will become m:re knowledgeabrle about reading curriculum by implementing it in

my classroom ac,well as discussing it with other,teachers and through more in depth
investigat4n,of reading. My incr ase in competence for this area will be observed
by and evident'to the priacipai'an

1

/or staff development 4,eacher and will be formally
evaluated jointly .with them.

Obj-ective II:

I- will become more knowledge
curriculum guide as a basis for >i
however, with math'ideas and in
interests of my class. My incr
anal /or staff.'development teacher

,

xiAble about the math curriculum by using t
struction in my classroom. L will suppl. t.it,-.

matibn from other sources based on the ipegress and
e in knowledge will be evident to the principal
hrough observatign and joint evaluation.,

INTERPERSONAL RELATIONSHIPS WITHIPUPILS

Goal III:

y goal is to gpt to khow e ch student on an individual basis and to, learn
where he/she can excel' i41 order to-meet 'thbir individual needs.

Objective 14
1, will make 'an efforkto

recall at least one important
I will keep.a daily record of

,
[

.

talk with each child everyday and to
+- m

)1

g which he/s e was involved with
each child's da, at'school. ,

RFLATIONSHIPS WITHARENTS AND THE-aMMUNITY 1

4 [

Goal IV: ,
,

1

-.
,

My goal is tr.) establish and maintain eff dtille two-way communication wi,th',
the parents of children' in my class. t

21
1

I \46"'

be able.ta
during the da).:

I
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1 . I k Page 22

1
.,. -

Objective I: --

I will encourage pa:ents to.visit'the Blass during the school day.
wh:r. visited will be founi in ts:e Farent.Bulletin. '4- .'

. ,

Objectimve.II::
.

,'
.

I wi011 sendPnotes home to parents, call parents often and schedule conferences
.1...f,and when necessary. I will keep a file of ail general notes and letters sent home
and.a record of all conferences.

Mention of

PROFESSIONAL PARTICIPATION

Gbal V:.

My goal is to expand upon my knowledge of informal education processes.

Possi'dle Ideas,,

I will atteni various wo,igshops and inservices offered throughout the school.year.-.
I will read books rllat"edito the area` of infoniial. education.
3n,arpoin or. Teacher - Sylvia Ashton Varner"
Teacnin;:aza Sabversi:e Activity (Postman)
Other books as 1-,,co:r.mended by .the principal.

I will participate in the ,BASICS' course.
5

Goal VI:

expan-Lupon my general kadwledge and interests in _education and
otherwise. .

.0blegtive
I wili enroll in one or two courses a quarter of the various special -free

university courses offered at.G.S:U. Credit in the courses will serve as evidence.

Objective II: . .

I will develop a professional fileto keep track of all'outside areas in which
I participate for future reference 'which will be compiled in a resume format. s

O

Signature
fr

Principal's Signature

,

O

Staff Developeent Teacher's Sj.gnatdre .

r
Date ,

-



Page 23

IA' kLE FAriE FO:: MGR'S 7ICALS

!`y As A _Tutor
. "

.I '',.-an't toI:e.-,:orne more ',,a-lowledgeable,aout perceptual problems and ways to
lc 3tUC.iF-:17,:: -: yen; -,-,-.e , tae"..

\ P).:sible, ,t ea`': __,-
(a) I pla_r:'t:, read mire..acout perceptual proble:s. .
CO -I want to cut Int:: ,'-:-,ra.(51.-ice more methods whibh will help students.. ,.-verc-dme, tiler-- ,

Ow, ''Goal II:
.keet;_e f'older :or each <

child -to'be kept- for -tutoring records including...,_
. the- pipers the- c'f'..;'-dre-n dre w--_,)rking on.

'"-7.-::.P"7:c#,,-T- -,..7....,..2,{,,,.
!":11.,;.....h:....,:cp, 7. 'LS WI TH'-0.;rLliR.F4

, ..

,
,-. ".. , 9

'...:r.:i.-" .... .
.. V .

..........-: , .1 7.....

T. ,#.; ar:-_ 1p eac'-. "-:.-._..1 -J. :eel goo,::
4,

aboUt.. namseli4; emain enthusiastic, andea-li::- that, a '''"----17'-. ^e.- will 7 ener'd.r.:,-"----r- faildre -the important thing is to keep-!tryir.,:.. .

P.-..ssiblel.deas.:- . .

(a) I Will give him work which although will he a challenge, wilt 'also
' provide him wil.,hsuccess.`-

(b)'I wn.l. remember to call attention t',-"chis success so that he will '.-'- bec,:me 4.r...preasir.gly aware .0!: it. ":"..-
< ,

(c) I will point- out to him that everyone fails-, by giving hini examples.
(d) I will point ouo- him failures which 'have -even-Wally becoMe successes.

- (e) iwill praise him for hks sue.cess.
(f) I will be aware of his liir:its, Of endurance and change the work in a-

new way.

INTERPERSONAL RELATIONS WITH. STAFF

"-

Goal I:
..I want tAne teache.3 to be aware of each child' s successes and failures intutorin'er' and To feel free to discdss the students with me.

Postible Ideas: ,
, . - , i

.(a) I will c-mmunicatii with )511.-a teacher abput the student. . i
(b .i) Each week I will, fb.scuss with one teadhei what the studentla s J:iOne

and is doing. 1

(c) I will. be friendlSr and available when the tea.cher approaches me.
(d). I will relay my willingness to the teacher., '

INTERPERSONAL RELATIONS TvIITH PARENTS

Goal I:
I want the parents to feel positive about ,their child.

Objective
Each week I will send a positive no-6e to one parent relaying what the ,child did and is working on in school. 'The note will constitute' evidence of
action.



Page 24

.anyparent about their child. A record of
hfrences w_.:

II: --
1 wouli :-.7trer.ts .,1-inf-rce.what the child is doing '?- school by

gin.

a

29

Signature

Principal's Signature

Staff DeveloprIent Teacher's Signature,

..ate

1

7

4

0

r;

1
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Page 25

SAMPLE PAGE FOR SECRETARY'S GOALS

MY POSITION AS SECRETARY'

Goal I:
. .

My goal is to develop a prqcedure for organizing,the office work in such a
manner as to provide increased efficiency and effectiveness.

Objective I: "-

I will create a work load calendar upon which I will record when various tasks
need to be achieved, such as attendance cards, typing the, parent bulletin, calling
for fire drills, bookkeeping, flyers, etc. Also included will be ari estimate for

some items of the length of timemecessaryfor accomplishment, i.e., one entire day
a month for typing of the bulletin. The calendar itself will serve as evidence of

accomplishment.

Objective-II:
I will implement the above calendar in the fall of 1975 by first including

year-long activities, such as monthly fite,drills. Other tasks will be added as
the year progresses and the estimates of time needed will become more accurate.
The evidence of this action,mill be the continually updated calendar.

Goal II: RELATIONSHIP WITH STUDENTS AND PARENTS

My goal is to be a friendly receptionist, thereby makifirthe office a pleasant
place to come or a pleasant place to telephone. ,

I

Goal III: RELATIONSHIP WITH STAFF,

Objective:

The existence of .the bore calendar will be communicated to all staff members,

so that they will be able plan their typing needs within time constraints. The
PTA officers and committee chairmen will also become aware of when there is time

available for typing. The principal (since practically all typing is read by him)
will evaluate this objective according to whether or\ not people are aware that I am
planning my work load and to what degree they Use this information.

4,

39

Signature ,

Principal's Sigdature

Staff DeVelopment Teaclgtr's Signatute

Date'.
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SAMPLE PAGE FOR CUSTODIAN'S GOALS

t

MY POSITION AS CUSTODIAN

Goal.I:
My goal is to try and keep the school building in a respectively clean and

sanitary condition that will encourage children to want to come to our school.

HEALTIONSHIP WITH THE STAFF

GoalsII:
My goal is to be cooperative and willing to do all that I can to please the

.
staff and make HighlandtPark 'a pleasant place to work.

Objective:
I will occasionally ask teachers and other staff who are around when I'm

working if they're satisfied with my work and if there is anything else that I

might do for them.

'a

Signature

Principal's Signature

Staff Development Tea er s Signature

Date

31
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SZTLE PAGE FOR SCHOOL NURSE'S GOALS
p. 7

!:Y. POSITION AS SCHOOL NURSE

G3a1 1:

My ooal is -to ne_p student.- achleve an awareness of their individual health
anlilyoieine needs and pronction of a positive self-concept in all, my contacts
wit!-1 students.

RELATIONSHIPS WITH STUDENTS

Goii 11: :

My goal is t) haye students know me on a personal and friendly basis aside
from just' being th,e scno,l,nurse.

Objective.:.

I will-assist a f.ew students during the year with one of their projects of
which I have some knowledEe. The students-will appreciate my contribution by

ny assistacce within their project reports.

REAL-fit/::::11P WITH PARENTS

Gsal III:

My g35.1 is t3 inform parents suspected health, medical or physical
problem's of students ana counsel then according to what action may be taken
or what resources are available: These contacts with parents will be such that
the;; .will not react negatively t- my inaication of symptoms, but will do something.
about it.

RELATIONSHIP WITH STAFF
Goal TV:

My goal is to get to know every)ne on the staff (particularly teachers),
including sucn things as names, marital status, location in the building; grade-

'
levels, outciae interests, e' c.
Goal V:

My goal is to Utiliie consideration and tact when dealing with the staff on
a professional basis.

PROFESSIONAL PARTICIPATION'
Goal-VI: , _

My goal is to assist in stuffings on individual-students.with other
specialists,. teachers,-the prinip'al, .!parents and others. _. 4.1

1*.

Signature

\
Principal's Signature

32

Staff Development `Teacher's Signature

Date
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Page 29

AMPLE FOP RECORDING PROGRISS ON BUILDING OBJECTIVES (ALSO, USENFOR

PLANNING STAFF MEETINnS)
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